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Abstract 
The intensity of competition has increased within the Nigeria banking system, due to series of reforms that led to 
implementing organizational development in the industry as away of repositioning the country’s economy to achieve 
the objective of becoming one of the 20 largest economy by the year 2020. Creating a sustainable competitive 
advantage therefore has become paramount importance considering the institutional changes that were introduced in 
form of strategy to conform to the changing norms and patterns of operation in the industry. Such strategies include 
merger and acquisitions, private placement, re-engineering process, right sizing and so on. This paper attempts to 
evaluate employee’s perception of change effect as a competitive advantage on the Nigeria banking industry, thereby 
assessing employees' perception of change effect on personal job outcome variables in relation to change success. 
Using multiple regression analysis, the findings of the study reveal the existence of significant relationship between 
employees' perception of change success and the personal job outcome variables. The beta analysis shows that 
employee perception of job commitment; good salary and job security were the strong determinants of employee 
perception of change effect with perception of self- actualization and career progression as the weak determinants. It 
is proffered in the paper that change agents in the banking industry should always consider the aspect of job security 
and motivational incentives when implementing change. 
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1. Introduction 
The study of competitive advantage on assessing employee’s perception of change effect is one of the 
important concepts of organization development (OD); in fact change is the bedrock of organizational 
survival. Therefore competitive advantage is the ability to earn a higher rate of profits than the average 
rate of profits of the market in which it competes. Thus, an important step in gaining a competitive 
advantage is to create unique value for employees. When employees are engaged, productivity, 
performance and customer satisfaction all improve because employees become more motivated to 
contribute to organization’s success and more willing to put extra effort to accomplish tasks that are 
central to corporate goals. Creating and appropriating value requires the right activities and the 
underpinning of resources and capabilities. According to Sharma and Vredenburg (1998), competitive 
advantage, through environmental management, occurs when an organization has a proactive corporate 
strategy. A proactive strategy means that an organization has a consistent pattern of environmentally 
friendly activities and these activities are integrated in their daily operation. A competitive advantage in 
the form of product/process cost lowering, product/process innovation, improved reputation and improved 
relationship with stakeholders can be reached when an organization has a clear corporate environmentally 
responsive strategy (Ambec and Lanoie 2008). However these competitive advantages can be seen as 
organizational capabilities with the intention to coordinate the firm’s resources as efficient and 
competitive as possible, therefore organizational capabilities which can lead to competitive advantage are; 
stakeholder integration, high-order learning and continuous innovation.  
Furthermore, competitive advantage can result either from implementing a value-creating strategy not 
simultaneously being implemented by any current or potential competitors or through superior execution 
of the same strategy as competitors (Barney, 1991; Barney et al., 1989). Hofer and Schendel (1978) 
describe competitive advantage as “the unique position an organization develops vis-a-vis its 
competitors”. Competitive advantage is mainly derived from resources and capabilities. Resources have 
been termed “assets”, “strengths and weaknesses” and “stocks of available factors” (Amit and 
Shoemaker, 1993; Wernerfelt, 1984). The capabilities of a firm are what it can do as a result of teams of 
resources working together.  
Porter (1985), States that Competitive advantage is an advantage over competitors gained by offering 
consumers greater value, either by means of lower prices or by providing greater benefits and services 
that justifies a higher price. Porter defined competitive advantage along the three dimensions of cost, 
differentiation and focus with competitors trying to set themselves apart from those perceived as ‘struck 
in the middle’ without competitive advantage. He explained further, that being able to produce an event at 
a lower cost compared to the competitors is one way to competitive advantage. Henderson (2011) 
stipulates that the other two routes to competitive advantage relate to the value seen by customers who 
either see specific attractive elements in offering “differentiation” or feel that all their needs are being met 
in the best way that competitors offering “focus”. In addition, Miller (1988) distinguishes between two 
types of differentiation advantages such as innovation differentiation and market differentiation. Li and 
Zhou (2010) emphasized that a firm can differentiate itself in various ways, such as offering innovation 
features, launching effective promotion, providing superior service and developing a strong brand name. 
Moreover, there is always the element of change in competitive advantage failure to anticipate, plan 
and focus on change leads organizations to demise. According to Cummings and Worley (2005) 
organizational change involves moving from the known to unknown, because the future is uncertain and 
may adversely affect people's competencies, worth and coping abilities, organization members generally 
do not support change unless compelling reasons convince them to do so. To guide change efforts, it is 
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useful to assess the organization's readiness for change. Readiness for change involves an assessment of 
the discrepancies that exist as well as the efficacy of the proposed change targets (Pond et al., 1984). 
Armenakis et al (1993) define readiness for change as "the cognitive precursor to the behaviors of 
either resistance to or support for a change effort". Employees react to what is happening in their 
environment and make assumptions about the change process. These assumptions and expectations make 
up an employee's perception of an organization's readiness for change. People naturally fear uncertainty; 
thus, change resistance is common. Understanding perception of an organization's readiness for change is 
required to understand change process (Wheatly, 1992). In making change, conditions favor perceptions 
that the organization might not be ready for change as change brings uncertainty and ambiguity of role 
and responsibilities. Employees will try to make sense of what is occurring and draw conclusions about 
the possible outcomes associated with the proposed changes. In this process, employees will form 
impressions about the organization's readiness for change, which may be indicative of the organization's 
ability to successfully make change (Armenakis et al., 1993). 
The ultimate motivation for organizational change is the pursuit of improved organizational 
effectiveness, driven by a shift in the status quo among the contingency variables resulting in an 
adjustment to structure (Chandler, 1962). It is therefore imperative for the organization to make adequate 
plans and arrangements that will enable them carry along employee's needs in implementing change. 
The focus of this study is to evaluate employees' perception of change effect as a competitive 
advantage on the Nigerian banking industry. Survey questionnaire was used to articulate the 145 
respondent's opinions. Findings of the study reveals significant relationship between employee 
perception of the change effect on their personal job outcome variables and overall change success in the 
banking industry. It was suggested in the study that change agents needs to pay considerable attention to 
employees job security and introduce good remuneration packages when implementing organizational 
change. The hypothesis of the study states that do employees’ perception of change effect has a 
competitive advantage on Nigeria banking industry? 
The remainder of the paper proceeds as follows; section 2 presents banking sector reforms in Nigeria 
and its aftermath effect, section 3 describes research methodology and model formulated for the study, 
section 4 documents results and analysis and section 5 concludes the paper. 
 
2. Impact of Banking Sector Reforms in Nigeria 
 
Nigeria has undergone series of banking sector reforms since 1986 to date. However the banking 
reforms in Nigeria is an integral part of the country-wide reform program undertaken to reposition the 
country’s economy to achieve the objective of becoming one of the 20 largest economy by the year 2020. 
The introduction of the Structural Adjustment Program (SAP) in 1986 paved way for several economic 
reforms, which led to a shift from regulated economy to free market economy. The financial sector 
reforms pivoted around evolving strong and healthy banking sector brought about significant 
development in the industry and has allowed banks in Nigeria to be among global players in the 
international financial markets. The recent ongoing banking reforms initiated in 2004 led to several 
institutional transformations that were accompany by changes in the structure of banks, operational 
process, capitalization, and risk control management concepts. This new development forced the banks to 
reshape their vision and mission, redesign the pattern of their business and embark on organizational 
development practices to enable them survive extinction and compete favorably in the market. 
The repercussion of the banking sector reforms resulted in the implementation of several strategies, 
many banks engaged in merger and acquisitions, while some ventured into capital market to acquire 
additional capital via initial public offering (IPOs). Other banks resorted to foreign borrowings to be able 
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to meet up with new capital base of N 25 billion set by the Central Bank of Nigeria (CBN). The process 
of reforms which also require strict compliance to the new rules and ethics, abstaining from sharp 
negative malpractices and ensuring maximum safety of the depositors fund have compelled the banks to 
adopt new strategies to achieve greater performance and acquire customer confidence and loyalty in the 
market. 
Significant level of achievement was recorded in the 2004 banking sector post-reform. The number of 
banks reduced from 89 to 25, with a post-consolidation asset base rising from N 2,768 billion in 2003 to 
N 14, 932 billion as at May 2009, an average of 439%. Equally banks capital and reserve rose by 192% 
from N 327 billion in 2004 to N 957 billion in 2006 while their capital adequacy ratio which stood at 
15.18% took a quantum leap to 22% in 2008. The number of branches grew by 40% from 3,247 to 5,407 
within the period including 46 foreign branches. Beyond the recapitalization of banks, the reforms also 
focused on the strict enforcement of corporate governance principles in banking, the introduction of 
flexible interest rate based framework that made the monetary policy rate the operating target and risk 
focused and rule based regulatory framework. 
However, it is worthy to note that the concurrent changes that are gradually being implemented in the 
banking industry in the form of reform must have effect on the employees' perception particularly about 
their job prospects and despair, being fully aware that every change is associated with opportunities and 
threats. Considerable size of literature supports the argument that employees always resist change because 
of its uncertainty and possible negative consequences. Even though it is an established fact that not all 
changes are to the detrimental to employees, in fact many change processes create viable opportunities for 
staff to excel and achieve personal goals. 
 
3. Methodology 
 
3.1 Variable Identification 
 
The purpose of this paper is to evaluate the competitive advantage on assessing employees' perception 
of change’s dynamic effect on their career success and development. The success of any change depends 
squarely on the employees' perception about the change effect, which determines the extent of their 
contribution to the change implementation. In order to effectively ascertain the employees' perception 
about the change, the following variables were used in the study. 
1. Change Success: Employees' perception about the possible success of a change was ascertained. 
Change success refers to the successful implementation of change and attainment of goals. Banks in 
Nigeria engage in change implementation with the view to consolidate and achieve excellent 
performance in the fierce competitive market. Overcoming the shackles of the reforms and exploring 
both domestic and foreign markets are the major determinants of change success. 
2. Perception of job security: Employees' perception about their job security resulting from implementing 
change process was equally evaluated. Substantial number of employees lost their jobs during change 
implementation. The banking sector reform resulted in closure of many banks that led to the massive staff 
layoffs. Even though the industry witnessed remarkable growth in number of branches network, yet the 
existing staff suffered serious turnover due to the industry attempt to right size and adopt new pattern of 
operation. 
3. Perception of good salary: This refers to the employees' perception of enjoying better remuneration as 
a result of change implementation. The potential employees that crossed the hurdles of change process 
are expected to enjoy good salaries and better conditions of service. Good salary translates the magnitude 
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of incentives and promotes employee's motivational perception. In Nigeria, salary is regarded as the most 
important motivational factor and the banking industry ranked highest next only to the oil industry in 
terms of salary payment. 
4. Perception of job commitment: this variable refers to the employees' perception about the level of job 
commitment they will put as a result of change implementation. The pattern adopted in implementing 
change has tremendous effect on employee future possible job commitment. Allen and Grisffe (2001) 
defines organizational commitment as a psychological state that characterizes an employee's relationship 
with the organization for which he or she works and that has implications for whether or not the 
employee will choose to remain with the organization. Strongly committed employees have a stronger 
intention to stay with the organization than those with weak commitment. In addition, job commitment 
explains employees' loyalty to the organization. 
5. Perception of career progression: This refers to the employee's perception about chances of getting 
career progression as a result of implementing change in the banking industry. Career progression or 
success is denoted by job rank and status, pay and ascendancy/promotion (Lau and Shaffer, 1999). 
Change is strongly correlated with uncertainty, so change’s dynamic effect can frustrate or facilitate 
employee career progression. 
6. Perception of self-actualization: this refers to employees' perception about possible achievement of 
self-actualization resulting from change implementation. Every employee has proposed self-target status, 
which he or she sets to achieve during working career. This can be influenced by change dynamics, and 
thereby affect employee overall job satisfaction. The following diagram in figure 1 below depicts how 
change perception in relation to job outcome variables affects or determines change success. 
 
 
 
Figure 1: Theoretical Model of Change effect in the banking industry 
 
3.2 The organization 
 
As mentioned earlier, participants for this study were employees of the banking industry in Nigeria. 
The respondents were chosen form 12 commercial banks out of the 25 successful mega banks that 
survived the reform process and currently operate in the country. The initial sample size comprised 192 
bankers, however only 145 questionnaires were returned successfully and included in the analysis 
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presented. This represents an approximate return rate of 75.5%. All measures were gathered via a single 
questionnaire that was distributed to all bankers about their perception of change effect on their career 
prospect. They were also required to respond on a 5-point Likert type scale with options ranging from 
"strongly perceived opportunity" to "strongly perceived threat." 
 
3.3 Model Specification and Analysis Technique 
 
To evaluate the relationship between employees' perception of change effect on their personal job 
outcome variables contingent to the success of change, a standard multiple linear regression was 
conducted using SPSS 17.0. Five variables explaining employees' perception of change effect on job 
outcome entered as the independent variable, while employees' perception of change success as the 
dependent variable. Mathematically, the model can be expressed as follows: 
 
Pcs=P0 + pPjs + P2 Pjc + P3 Pcp +P4 Pgs +P5 Psa + £ 
Where, 
pcs = employees’ perception of change sucess 
Pjs = employees' perception of job security  
Pjc = employees' perception of job commitment  
Pcp= employees' perception of career progress 
 Pgs= employees' perception of good salary  
Psa = employees' perception of self actualization  
P0 = intercept βi-β5 = Regression coefficient  
£= Stochastic error term 
The parametric statistics of computed R2 values and beta values were extensively used for the analysis. 
R2 values denote the magnitude of relationship that exists between the dependent variable and the 
independent variables. The beta values measured the individual contribution of each variable in the 
predictive power of the model on the criterion variable. 
 
4.Results and Discussions 
 
4.1 Data Reliability 
 
Following the procedures described by Davidson et al. (2002) the reliability test conducted using 
SPSS 17.0 for the six items that are contained in the questionnaire were found to have a high level of 
reliability with a coefficient Cronbach Alpha coefficient of 0.983. This indicates greater internal 
consistency of the scale thereby denoting excellent reliability 
 
Table 1: Data Reliability test case processing summary 
Case processing summary 
 N % 
Cases Valid 145 100.0 
Excluded 0 100.0 
Total 145 100.0 
 
A list wise deletion based on all variables in the procedure 
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4.2 Empirical findings and Analysis 
 
The result of the multiple regression equation produced high values of R2 = 0.968 which means the 
independent variables, in other words the employee personal outcome variables account in the model 
For 96.8 % variation of the dependent variable i.e. perception of change success. 
 
a. Predictor (constant) self-actualization, good salary, career progress, job security, job 
commitment. 
b. Dependent variable change success. 
Inferentially, the above statistical computation result means that the employees' perception (in the 
Nigerian banking industry) of change affect on job security, good salary, career progression, job 
commitment and self actualization perception account for the 96.8% variation of the employees' 
perception of change in Nigeria banking industry. The larger values of f = 843.195 further depicts 
significance of the independent variables in the model. 
 
a. Dependent variable change success Looking at the Beta value of each independent variable in 
the model, it can be inferred that perception of job commitment resulting from implementing change 
constitutes significant beta value of 0.676. This means perception of job commitment contributes 
67.6% of the total employees' perception of change effect in relation to the job outcomes (independent 
variables). Job commitment translates the employees' dedication to work and loyalty to the 
organization. Simply put, employees' perception of change’s negative effect on their ability to secure 
or achieve the desired job outcomes may strongly affect their level of job commitment and eventually 
retard their job performance. On the other hand, employees' perception of change’s positive effect on 
their chances to achieve the desired job outcomes, such belief would automatically boost their job 
commitment and motivate them perform better for the overall organizational development. 
The next significant variable in the model is employees' perception of good salary. The beta value is 
0.116; this means that the independent variable (i.e. good salary) explains 11.6% variation in employees' 
Reliability Statistics 
Cronbach's Alpha No of items 
0.983 6 
Table 2 Model Summary 
Model R R square Adjusted R square Std error of the 
estimate 
F Sig 
1 0.964 0.968 0.967 0.259 843.143 000 
Table 3 Regression result predicting employee perception of change coefficients 
Model Un-standardized Coefficient Standardized t Sig 
B Std error Beta 
1 (constant) .024 .05  .478 .634 
Job security .108 .073 .114 1.478 .142 
Good-salary Career .102 .056 .116 1.824 .070 
progression .031 .056 .036 .582 .561 
Job commitment .637 .086 .676 7.446 000 
Self actualization .058 .041 .063 1.390 .167 
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perception of change effect on the job outcome variables. Empirically, this statistics result support the 
postulation that employees' perception in the banking industry is always that once change is introduced 
employees are exposed to either opportunity of enjoying good salary or threat of pay cuts. Either way, 
employees often perceive change from remuneration perspective to weigh the possibility of change 
success. Salary income provides important basis of employee motivation, the more employees perceive 
better salary outcome from change implementation, the more strongly they perceive change success. 
Table 3 presents the beta value for job security, which is 0.114. This means the variable explains 
11.4% of the variation in employees' perception of effects of change dynamic on job outcome variables. 
Employees' perception of whether change implementation poses opportunity or threat to their job safety 
greatly influences their overall perception of change effect on their job outcome variables. Simply put, an 
employee considers the aspect of job security as one of the paramount issues that requires reasonable 
attention in the change process. Where change implementation appears to be vulnerable or threat to 
employee job security their perception of change success would inevitably be negative and vice versa. 
Whatever the case, employees' perception of job security impacts on their overall perception of 
organizational change success. 
More again, table 3 reports meager beta values of perception of self-actualization and perception of 
career progress of 0.063 and 0.036 respectively. Statistically, it shows that perception of self-
actualization and career progression explains 6.3% and 3.6% of variation of employees' perception of the 
likely effect of change on job outcomes. This ultimately shows that the two variables are less 
significantly perceived by the employees as the important determinants shaping their perception of 
change effect in the banking industry. Even though this finding might be awkward, in reality, it depends 
squarely on the employee motives. Most employees in the Nigerian banking industry attached less 
importance to achieving self-actualization and career progression due to the inherent complexities and 
risks associated with banking jobs. Most employees work for a shorter period in the bank just to acquire 
or accumulate capital for personal business. Nevertheless, the two job outcome variables contribute in 
shaping employees' perception of change success in the banking industry. 
 
5. Conclusion 
 
In order to survive in the new environment, organizations need to understand the nature of the 
challenges and opportunities that lay a head and respond to them in an intelligent manner. Implementing 
change requires careful techniques of handing employees' needs to win their loyalty and readiness to 
change. This paper presented a model, which described a competitive advantage on assessing employees' 
perception of change effect on their job outcome variables, which serve as determinants for change 
success. The overall result reveals the existence of strong positive relationship between employees' 
perception of change success and the employees' perception of job outcomes. The computation of the 
model confirms the significance of employees' perception of job security, job commitment and good 
salary as the strong determinants of employees' perception of change success, while perception of self-
actualization and career progression as weak determinants of employees' perception of change success. 
The finding of this study has twofold implications. First, it has been discovered that employees' 
perception of change always revolves around the possible implication of change on their job outcomes. 
One thing that is obvious and fundamental is whether the change will positively affect their career 
prospects or otherwise. Secondly, perception of change effect has great impact on employee behavior 
towards the job performance; therefore, it can be concluded by saying that employees' perception of 
overall change success is determined by employees' perception of change effect on job outcome variables 
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in an organization. 
Based on the empirical findings the following recommendations are considered beneficial for the change 
agent especially in the banking industry: 
 
a) For a change to be successful, it must be implemented concurrently with attractive incentives to 
employees. This motivational strategy would in no small measure catalyze employees moral, 
cooperation and support for the change. The result of this study found the existence of 
significant relationship between employees' perception of change success and perception of 
good salary. This categorically means employees in the banking industry have strong hope of 
securing better job conditions when change is implemented. Failure to consider incentives for 
workers in change process might lead to overall change failure. 
b) That every change process should follow established processes that are described in several 
literatures (for example see Cummings and Worley, 2005). Such procedures include creating 
readiness for change over coming employee resistance and involving employees in designing 
and implementing change. 
c) At whatever cost, change agents must strive to install confidence in employees by ensuring their 
job security. Many employees often become suspicious of change simply because it threatens 
their job security. To achieve successful implementation of change, this phobia must be eroded 
completely out of the employees' psyche. 
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